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Developing Technical Core Problem 
Solving in Schools : 
Aja Empirical Test of a Structural Intervention ' 

The objective of this paper is to evaluate a particular school- 
specific organization development intervention in terms of |ts express 
theoretical foundations.- The paper will present the theoretical founda- 
tions for the intervention design, the results of* quasi-experimental 
evaluation of the implementation project, and a reconsideration^ of the 
theory in light of the results. 

. The O.D. intervention being evaluated^ in this paper is. a Survey- 
feedback based, problem-solving structural intervention conceptualized 
and tested by Coughlan, Cooke axid Safer (1^72) in an earlier field expep- 
iment. A three-year O.D, project using a refined ver^sion of the inter- 
vention design and a quasi-experimental research design was recently con- 
cluded (Duncan et al . , 1977), and will be reported in this paper. This 
project was funded by thd National Institute of Education. • 



1/ THEORY AND p^SIGN 
Intifeduction" / • \ - 

■ ( * ' ' 

The O.D., intervention was designee^ to incre'ase organizational flex- 
ibility by providing for increased professional problem-solving in school 
The design of the intervention stems fjrbm several theoretical foundations 
Open systems contingency theor<7 suggested^he need for structures and 
processes in schools to address .uncertainty at both the institutional and 

technical 'core levels. Although the ,&dmin:^stratiye structure is designed 

i 

to re'duct and buffer teachers from uncertainty at the institutional level 
uncertainty from the internal environment (i.e., from students and the 
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technology of teaching) 'is optimally handled by the teachers, whp perform 

the technical core task* Structures to promote collegial problem-solving' 

in school^ and to reduce the relative isolation of teachers from one 

' % 

another ^hould therefore enhance the ability of the school to respond to 
problems at the technical core level. 

If lasting change is to occyr, innovation and change theory suggested 
the need^ for a systematic change prpcess which attended to the evaluation 
of need 'for change right through to working out the "bugs" and routinit- 
ing*a cffange program. The components of this iliter^ention are designed 
to support * a seven-stage "collective decision process." The internal 
change agents received training in the seven stages and the" use of the 
structures and processes of the intervention to achieve affective change. 

The particular components pf the intefVerition are based on the lit- 
erature of planned change and applied behavioral science: These include 
the use of peer groups to 'solve problems, l^nk-pin or overlappin^g^ groups 

: ' 'i '\ ' 

to integrate the decisions of the faculty gvo^s withtthe authority 
structure, tasj<-oriented feedback to initdate 'J^robl^em-solving efforts 

r \ 

(Nadler, 1976; Miles et al. , 1969) and training Of .internal change agents 
to enhance the .probability that the collective^ -^c^cision making structures 
be able to continue without . ongoing involveiijpnt of ext.emal 'change agents. 

The intervention was theoretically predicted '^to, imp rove organiza- 
tional effectiveness through the increase ,in fa,culjy professional^ problem- 
solving and decision-making ^ctiv^tieg . and improvement in organizational 
flexibility and adaptability, arid to iiJiprov^' teachers ' work attitudes by 



affording teachers increased influence over decisions that directly affect 
their work* ^ , ' » \. ... 



Theoretical Background . - , • • * 

^the rationale behind the intervention's design and descriptions of 

the design itself have been developed at length elsewhere (Cooke, 1973; 

Coughlan, Cooke and Safer, 1972;'Duncari et al. , 1977; Mohrman, Cooke and 

Duncan, 1975; Mohrman, Mohrman, Cooke and bunca\i, 197,7; Mohrman, Mohrman" 

^d Duncan, 19 76)V ... 

* . Parsons (1960) and ^homp^c^ (1967) suggest that orlanizations consist 

of at least three levels 6f control and responsibility: the institutit)nal , 

the managerial and the technical. .The institutional subsystem is the 

/< > * 

interface with the external (institutional) environment ^of organizations 

and is the part of the system which responds to^ and is sensitive to environ- 

mental shifts. In schools this level is eihbodied in tlie school board and 

to ^some extent in the* district level administration. ^ The manageriar sub- 

system further buffers the technical subsystem from -fehe institutional' 

environment by such activities as providing the resources 'needed to per- 

form the technical activities. These managerial functions .in school organ- 

izations are perforrtied by district administrative personnel and school 

principals. At the technical level, problem solving and decision making 

is centered around the core .task of the organization. In schools this" 

* ■* 1 * 

task is performed by the teachers and other professionals dealing with 
the student-s. « ' - 

In this model, it is usually assumed that buffering the technical \^ 
core^from the institutional environtnent will remove most of the uncertai/i- 
ty from technrical tasks and allow for maximum rationality to Be applied 
to them. In schools, this is not possible since students bring ji^^^n- 
• siderable amount of variability and turbulence to the tas]^^ environment 
In addition the technology of instruction is considerably underdeveloped 
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for coping with this environment (Hawley, undated; Dreeben, 1970; and 
Lortie , 1975)/ The ^technical core, therefore, is faced with consider- 
able task uncertainty in schools ^ uncertainty^ that cannot ^be buffered or 
absorbed by the managerial and institutional levels. » 

' . The technology of schools seejos^fto a great extent to fit Thompson's 

^ \\ , . > ' ' ^ 

-definition of an intensive , technology , in which "...a variety o£ techniques 
i» ^ ' • 

IS drawn upon in order to achieve a ^ change in some specific objec-t|^, but 
the 'Selection'^ 'combination, and^orderiif applic-aticfn at^ deitermi^ied b-y- - . ^ 
feedback from the object itself/" (Thompson, 1967, p. '17). The average 
student, for 'example, when in elementary school is taught by at _l.east 
'six and--piv>babiy as' "many as 15 professional educators^'of varying special- 
^ties. A child who presents special 'problems may se^ many 'more . According 
to Thompson r "the successful employment of >an intens^e technology rests 
on .the availability of ail the capacities potentially needed, but equally 
Oil -file appropri^ite custom^combination of selected capacitj.es as required 
by the individual case or project" (p. 18). Thus, although the stamn| 
of the organization with the^ necessary specialties is -a managerj^d^^evel ' 
^function critical' to the succes^l use of an intensi^^e-^chnology , the 
combination of these/specialties in treatment of students depends on 
fe^'diack .from the individual student , and becomes a necessary' technical 
core 'responsibility. . ' , ^ 

Knowledge' of ythe salient characteristics- of children and the teaching 
techniques ^propriat-e* to them, while advancing, still is limited. *Thu3, 
uncertainty is introduced into the technical core tasks both by the vari- 
ability of the material (children) and the difficulty of determining ' 
'generalized decision rules for assigning treatments to individuals (Perrow, 



1^67] 



In addition, uncertainty is introduced by the- dynamic nature of 
the t^,chnblogy. New curricula/and >-teaching equipment^ and techniques are 
b^g^^ continually introduced, ^pe*cialljr during the last two decades. 

Contingency models^-^ eg. Thotnpson, 1967; 'Calbraith , 1973) often 
suggest that environments and -technologies leading to high^ task uncertainty 
and high task interdependency require structural relationships capable of 
a high degree of information processing such as face to face work groups 
or lat^al relationships. Such structures seemingly necessitated by 
tjHs technical task uncertainty have also been callfed "collegial" struc- 
.tures- (Becker and Neuhaus^, 1975). • ^ 

^ In the cours-e o'^ carrying out the technical tasks of the school, 
teachers' encounter coiranon problems whic^i are not salient to those in maii- 
agerial roles. The solutions of these p5K:)Hlems demand the exchange of 
^information, pooling of ideas, and 'the coordinated implementation and 
evaluation of ^leW programs and procedures (Mohrman et al., J975). - In , - 
addition to the large amount of information processing that ideally 



accompanies' the correct matching of students with learning experiences, • 

the introduction of jiew strategies .and specialties themselves creates the 
» • • f- 

need for increased information processing (Galbraith, 1973, p. 19).* School 

organizations, however, are typically structured in such' a way as to pre- 

vent the ir\fprmation processing ne^cessary to confront the .problems faced 

at the^ technical core (Dreeben, 1969; Hawley, undated); The structural 

response* in schools is typically one of high/isolation and g^utonomy for 

the teacher. Although the autonomy allows the ^ individual teafchers to 

freely use professional training and thereby absorb some uncertainty 

through flexibility of skilled "behavior , this structural arr^geinent does 
' I • • • . ^ / 

not'dneet the^ information needs nor address the interdependencies among ^ 



tc^ks performed by school personnel. ' ' * . * , , 

The employees in schools, as ip many intensive tachnoldgy o^^niza- 
tions fit at least^some of 'the'Gharacteristics that are generally con- , 
sidered to desc^^ibe professionals (Hall, 1968; Vollmer 'and Mills, 196'6). 
Of particular importance here^i^ the fact that teachers have had a special- 
ized education and frequently an advanced degree. The advancement of . 

knowledge concerning learning and te^aching has resulted in a. proliferation 

r ' " \ ' - ' . ' 

of teaching specialties., Also, despite the fact that they sttpe almost 

always housed in bureaucratically structure(3[ school .systems , teachers 
<have a norm Valuing professional autonomy. Because of the professional 
nature of the ^ staffs pf a school, teachers are competent to identify and 
solve ]pvroble^ite, and they are motivated to have a voice in the decisions 
thafare made concet^ning their work, especially in those areas referred 
tp above. . 

Thejtm environments, institutional and technical, therefore present 
„t]>^ need __an_d _ motivation for two decision making or problem solving struc- 
tures, an authority structure and a collegial structure (Hanson, 1975). 
Schools by and large .provide rather speci'fic, highly formalized authority 
structures but often leave ?fce collegial structures to emerge informally, 
informal control ^ructures can be dysfunctional in that .they may be per- 
ceived asfin opposition to the 'formal authority structure rat'her than as 
complementary to\it. The design imperative for public school organiza- 
•■tions, which by ar\d lar^e have formalized their decision making Struc- 
Tures only with regard to their institutional environments, 2f& to ^establish 
ci formal colleqtive decision making structure which deals primarily -with 
the technical environment, but which /is appropriately inlngrotod with the 
authority decision-^making structuB^e, ^ ^ 



The Jesign of the OP Program ' ' /• ' 

^ ' ^ The OD'int^rvention was infended to augment the structure x>f - schools ^ 
to be more congruertt with their dual contexts, in particular to provide 
collective* decision making structures to supplement the pf»e^xistirig hier- 
^ archical authority structure In general, the intorventiori- is a forrn of 

OB or planned organization change in that- it utilizes techniques identified 
with OD, for ixample, survey feedback and group problem solving. There 
are some differences between it and other earlier OD efforts whi^A^are 
important to state. First, rather than aiming to .increas-e participation 
in the existing authority decision miking process as is tacitly assunied" in 
almost all interventions dealing with decisional participation this inter- 
vent ion pj?ovided for participation in a new collective decision making 
^ structure. Sec'coid, the intervention was aimed at settinjg up structures 
for task-oriented problem solving and interpersonal* processes were attended 
to in order to* reinforce the new structures rather than focusing on improv- 
ing interpersonal processes within existing structures. Third, the inter- 



ventionists did not personaliy^implement nor function within these new \ 
structures. In order to minimize system reliance on the interventionists, 
internal change agents were trained from each experimental school to 
implement and assume roles within the new structure. Specifically two 
toachers vere trained to lead group problem solving (the leader) and to 
monitor group processes (the monitor).. Each- principal received similar 
training. in leadership, change and group problem solving processes. 

There were two ways in which the intervention was structured. 'First, 
a structure of -roles and gr6up membership was implemented to serve as the 

.V.N 

locuses or foriams in which the collective problem solving processes were ^ 



c 



to take place. Secon'd, the processes themselv,es were "structured" so 

N 

that the ind^iduals and groups followed' ^s closely as^ possible an 3*ideal" 

problem ^solving process. Certain activities vWe^e designed into the pro- 

cess and- identified as functions of particular groups and individuals so 

that theVelationships IJfetvfeen the role/group structure and the structure 

of* the process -and its subprocesses were as clear as possible. 

The role consisted fundamentally of a series of overlapping groups. 
» 

'Figure I.l shows the 'groups pertinent to' the typical elementary school 

and' the membership of the groups'.^ Table I.l specifies th^ functions of «^ 

these groups. The bulk of the collegial problem solv^rlg proces^'^in the • 

schools was designed- to take place in the program group, consisting only 

of teachers. The peer^v^vel make-up of the group accentuate.d. the-distinc- 

tion of this .structure ^rom the existing authority structure^ and was 

expected to' eliminate dysfunctional effects of the principal's presence . - 

on grpup creativity and productivity , (Bridges , 1967). The'.review group 

functioned as' the major structural link between the existing authority^ 

♦ 

structure and the superimposed collegial decision making structure. T\ie - 

'i ' , 

review and program groups are linked ^b^ the overlapping membership of the - 

* . *' 

program grou^ leader and process monitor, the two cgmpletely new. roles 

cremated by the design. The "Casks of the teachers who filled these roles 

included process initiation, facilitation, and leadership^ in the 'p^^g^^m 

group, group' spokesmen in the review group, and coijnmuni^ation links between 

the two- The. third group, the policy group, is basically analogous to 

the review group but allows linkage of the process at the school level 

with the, district level authority structure. ^ 

^ , Survey Feedback was used to sti^late p;rKDblem identification and sub- 

sequent solution ^generation ^y teachers. The faculty in eachts^ool^ 
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Figure I.l Diagram of the overlapping groups 
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* . Table 'I.l 
Committee Membership and Activities ^ . 



Group . 
(and Composition) 



Functions 



Program l3i?Qups ; 1. To 'intepret survey ^ results fc5^. the^r ovm grou{). - • ' ' 

(program leader, ^ . ^. * ' * 

monitor, and '2. / To identify the groupS k^y work ^pr6blems and needs. ^ ' 



faculty of the 
school) 




3. \o ^lagnose the basic Reasons and Causes underlying 
Work problems. ' " * \ \ , 



To determine what action can be taken at the school 
level in solving 'problems and meeting fieeds. * ' 

To .discuss problems and p^ossible solutions wi/th other ^ 
pnembers of fhe system' who^ might be affected* by the- 
problem of proposed changes ^ ' * 

To coTnmunj.cate to the Review (an-d/orL-Poli'cy) Committee 
the group's thinking and recoinifiendations regarding ^ 
alternative proposals for soiving. problems and tneeting 



7. To ohtlain flx)m the Review^^^d^^oln Policy) Committee ^ 

^ — — ^-^g^y^r-^d"^ ' ~ 

'po^Lici'es, programs^procedures , t^in]<ing and action* 

3. To plan' for he imp'lement'ati6n of solutions. 

To p'i^a^d sch^ule survey administration, fe'edback, 
and^proafem meetings, 

2. To approve changes and innovations proposed by the 
Program Gr6up. 

3. To explain why proposals for change cannot be approved ' 
'and to suggest modifications of. proposals for further 
cons iderat ion . 

T<^ facilitate upward and downward communication 
between^ *the Poliay Committee and the Program Group. 



To respond to questions, suggest>ions , and recommenda- 
tions/of Program Group. • * ' ' \ 

To^sanction and^ suggest "changes •in innovations ^ \ * 

emerging from -Prograrlf Groups. ^ * ^ ^ 
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received aggregated questionnaire dsta , generated by its 6v^ staff and 
by the personnel of the district, as* a whole* The data was^ task-oriented 
and school-specific, consisting of^l55 items which tapped 14 areas of 
school functioning, including aspects of input, environment, process and ♦ 
output of the school. Members of the ^school district helped edit and ^dd ' 
to the basic questionnaire before it was a^itiiste^ed. Figu^I.2 showsf 
the 14 areas of school functioning wTiich were tapped by the questionnaire. 
Figure 1.3 illustrates* the fe'edback .form fbr-one-i^f those 14 areas. 

Various • components of the intervention helped to counteract some of 
the problems commonly associated with data-feedback change efforts (Mohr- 
man et al, 1975). . For ^instance, the leader and monitor fpm each schpol 
received up to three days of training in the feedi^^^^ack of data, gr6up 
processes, problem-solving ^techniques and ^^pects ,p£^lanned change, thus 
reducing the reliance on external agents and increas^ing the probability 
-that the organizational change effort would be ^talned overtime. These 

irxtemal change agents fed back the data to *the ^Program Groups and con- 

, ducted ongoing Problem-Solving sessicJns. Furtherinore7\l^pi^gra^ groups, 

through the leader and monitolr, were provided with a f^ormal problem solving 

1 , • , 

p^rccess to guide their use of the ^ data. 

The process was formalized by a normata^e seven-stage group problem 
solving process (Coc^e^ 1973). which had its source in. a number of related 



models (i.e. , Rogers and Shoemaker, 1971; Zaltman, Duncan and Holbek, * 
1973; Stiifflebftam,, 1967). y Many of these ^tages or subprocesses of group 
problem solving were lin^ek in the program design to parl^flular inter- 
vention cQiapbnerits, Following are the definitions 6f the stages along 
with the manner /in which they were desigrfed into th^s intervention (see 

V 

figure 1.4),. , . . % * 
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' FIGURE 1.2 ' 
Hypothetical Summary Profile for Feedback 
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• ' • . FIGURE 1.3 . 

Hypothetical, Breakdown of Feedback Gatregory 
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Evaluation refers to. the collective identification of problems 
decision situations • This stage was performed by th^ program Igroup under 
'.the leadership of the^group leader. This stage was initiated with feed- 

. W 

back of the survey. results, fhe training of the leader was reinforcfed 
by provision of a manual documenting specific guidelines and procedures 
to be used by the group 'in this and subsequent stages. 

Solution generation is the development of alternative suggestions ^ 
and potential solutions to identified problents, and the selection of pre- 
ferred solution(s). Th^-s tock place in the program group under the lea^der 
ship of the leader and process guidance of the mohitor. Guidelines, forms 
^nd training wefre provided by , the interventionists. Much of the content 
of these materials and sqm^ of what were provided in the evaluation stage 
had its source in Maier (1963), • *^ 

Internal Diffusion refers to the provision of part?Gipation in the 
problem-solving process for those with information relevant to and who 
will po,t^ti^lly be affected by any contemplated solution. This was a* 
responsibility of the program group. Groups and leaders were urged to 
use district resource personnel, when appropriate. 

Legitimation refers to communication of proposed solutions to the 
authority structure for sanction, if needed*, and- for reactions aAd input, 
in any case. The forum for this stage is the review group (and^policy 
group, if needed)'.' The coirmunication is facilitated not onl^ by the over- 
lapping membership with the program group but also by the provision of 
j5t£TUctured ?orms which enhance tKe probability that ^solutions presented 
will be carefully analyzed and pl^^d and that responses to^the program 
group will be considered and constructive. These forms not only enhance 
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Figure 'I. ^ The collective decision process. 
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this stage but facilitate earlier stages by asking monitors to sysl^- 
atically record the reasons behind tiie problems identified and the solu- 
tions recommended as the group problem SsOlving process Ss ca^rried out. 
Later stages are also facilitated by these forms' in that they call for 
timetables and specific plans of action as part of propos.ed solutions. \ 

Adoption is acce'ptance 'of solution by those who will implement it - 
"and specific^on of final pjans of « action. Succlssful completion^ of ^ 
this stage is anticipated by the high participation of teachers and others 
in previous stages. , , ' 

> ^mplementation is putting the, solution into practice. Again, this 
is |)erformed by various, personnel, generally including members of the 
program group, and. is facilitated by the acceptance gained during earlier 
stages as well as the forms and docijonentation provided. ^ ^ 

Routinization is the evaluation of the change or implemented solu- * 
tionitend the identification of and solving of problems associated with 
/ it, until the change beeches "standard operating procedure." This is ^ 
performed by the program grolips and is facilitated by their "experience 
in and learning of the problem solving process itself. 

Hypotheses ' , 

— - f * 

The next section of this paper describes the experimental design 

used to evaluate or test the design of the intervention and, by implica- 
tion, the theoretic base upon which it was built, the hypotheses which 
underlie that evaluation are presented her^.' There are three levels of 
hypotheses which are investigated, lab^ed primary, secondary, and ter- 
tiary to reflect the relative immediacy with which the outcomes were 
' expected to occur. " / * 
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Primanr Hypotheses : At the most' fundamental level the intervention 

needs to affect those phenomena which it seeks to manipulate. ^ In this ^ 

case, the intervention was aimed' at changing the decision makiijg structure 

of the schools thTOUg^ superimposition of the collegial st^cture, aid at 

changing fhi process by which problems were dealt with by the provision , 

of the sev^n-stage group problem solving process, 

Primlr Hypotheses! Structi;]^e; School structure will change commen- 
. .iTn^rewTth the structural properties of the 

-wl^vention in its combination with existing 
school structures. . « 



• • Group Problem Solving : The degree of group 
problem solving in schools will increase as a 
Result of the OD intervention. 

. As mentioned, the testing of theiV hypotheses amounts fb a manipula- 
tion "check of the intervention. In the ^:ase of structure, we expected 
1) it to become more standardized reflecting the highly- formalized inter- 
vention, 2). tasls^riety to increase becavise of ^ the augmented roles, 3) . 
hierarchy of authority to decrease due to the lower leve^l decision makin-g 
and 4) autonomy to,,remain constant due to the Reeling of increased pro- 
fessional control thiKJUgh giK^up problem solving offset by the pressure of 
being constrained by the .same piKjcess. We expehte.d the- intervention to 
enhance- the occurance 9f each' stage of the group problem solving process. 
Secondary Hypotheses ; If indeed the primary hypotheses__are verified 
. then this should have secondary effects on the distribution of influence 
' within the school. .Note that the earlier WrgUments were-t|ieoretically 
based on the assertion that there is much . going on in schools which is 
not under anyone's coArol or influence.^ .Thus distribution of influence 
should be marked by J overall^ increase in the influence of all personnel 
but especially teachers: Loss of influence is. not expected for any posit 



19 



TKe degree of' influence, is expected /to be directly 'related to the degree 

to -which: individuals participate in decision making and this of course 

was expe'cted to increase as a result of the .intervention. 

■ S&«?ndary Hypotheses: Particii^atipn. in Decision Making will increase,.^ 
. \ as a resu3J>^ -the intervention. 



Influence\ fhich teachers have over "school 
matters vih increase. Principal influence 
■ will not decrease. . 

Tertiarv\Hvpo theses : The contingency theory arguments essentially 
'predict that o^anizations appropriately structured to "fit" their environ- 
ments wild' be mcipe effective in perfoiming, or at least -in achieving , 
valued outcomes. \ The' intervention should result in a better school-environ- 
men-^ fit because of its increased adaptiveness to the technical environment 
through the collegial structure. This adaptiveness -should be reflected 
by the choice of ends which are emphasized and'toward which resources ^a^e 
allocated by the school. This in turn should be reflected in increased 
■effectiveness in achieving organizational goals. At the individual level., 
.increased participation in a collegial process should lead t6 the increased 
. -probability that one'.s needs will be talsen^into account in 'organizational 
decision making', thus increasing tjie probability of th^ose n^eds being'" 

satisfied. ^ ^ . - - 

• T^^^^r^HypnthPsesk Resflrces and Emphasis on school goals will 

N-nci^ase as a result of the intervention. 

r \ The Effectiveness wi:th which goals, are met H^ll 

\ increase as a result of the intervention. 

4 

Individual Satisfaction- will increase and role 
stress decrease as a result of the intervention 
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• ' . . : 1 1 ; METHODOLOGY, - ' '' ' • . 

introduction ^ ' " - ' % ' , 

' ^ "Wie research *design ia. the intervention was quasi-experimental, with 
'.eight, experimental and. eight control schools from the same school districts. 
Pre and pos| measures are- available^fronr all^ schools. Separate questionnaires 
were administered for survey-feedback and pro;}ect evaluation purposes. 
^ 6oth schools-specific and general organizational variables were measured. 

Iri .addition, a large ahiomt "of, interview and observational data was col- 
' lected ahdl used to supplement a^d interpret the questionnaire results. 

Because of self-selection into th^two conditi'ons, experimental and • 
control schools can not be considered equivalent , 'and alternative hypothe- 
ses cannot be ruled out. .The^strong research design in the pilot test * 
and the clearly significant* finding^ of that- study, however, lend evidence 
that ^cH^ges measured in this^'study are ^ijpgram effects (Coughian, et al., 1972). 

Two kinds of data analysis are repoFted. Organizatibnal and in(4ivi- 

^ ' . ' ^ / ' • > - 

dual level t-tests comparing pre and post test scores were perfgrmed.^ In 

addition, a two-way analysis of variance was performed-tJio detect signifi- 
cant *tirae X participation group int€!ractions (Nunnally, 1976), which would ^ • 
provide additional eviden<5e that changes were due to the O.D^ p;rogram * * 
despite the initial non-equivalfency of - the two, groups. / ■ ' 

The Setting - , ^ • 

The experimental OD program was implemented ih the public school^ ' 
of a small midWestem city with a population of 65,000. The research team 
chose this school distribt because it represented the challenge^ of an^ 
urban school distriat (e.g., collective bargaining racial and socio- 
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economicNrdx, economic problems) and yet was small enough (22 schools) 



to treat ^effecitiVely with available rese^^ch funds. - The superintendent- 
in, the district was receptive to the idea becau^ the 'intervention design 
appeared to address communication problems which he perceived as existing 
in the district. . ^ . - 

Althoiagh secondary schools in tHe^^istript wer^ invited to particri- 
pate^ in the OD activities, only'one^of -the five chose to dp so'. Elemen- 
tary schools also seff-selected into the program. Eight schools elected 
to participate- in *the OD activities. Nine others provided data, but did 
not participate in any OD activities. . " ^ ^' 



Reg'earch Design- 

' The research design is a y^iation on the^^ Icilowing basic e>q)erimental 
design: i * ' . \ , \ ^' > 

^ K Groyps Pre-test- - Inteirventiori' Post-test 

^ . ^ :oi' % ^ ■ ^ 02 

. ^ / * Pi ^ / ; ; ^ » - ^ O2 

•The particular situatidnr, however, demands ^ more exolicit notation which 

' " * ^ 

reflects the alterations necessarily made to th? bas^ic design. Table lli.l 

. ^ ^ V " '^ \ 

presents the iiodified design. * The followiri^ ^^s^sussfj^ further specif ie$" 

'the^ particula3?s about the^pre and pbst dbs^rvaticKis and the various com- 
ponents of the intervisntion or e^qjeriiften-fcal^ti^atment ; ' ^ - ' 

' Pre- test and post-test > Esserifia^^i^two quest ionnaiVeS^ were used 
here, a ,gchool-specific survey fee^^[tilc questionnaire and a more general 
questionnaire measuring organi«.aticJnal characteristics for proj.^ct eval\ia- 
tion ptirposesl The results from the -evaluation^ que^ti^pnaire were pot 
made available to the district until the^'termination of ^he project. 



^ • Table II. 1 , 

•Overview of Research Design and Tdmetable 
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iroup 







^ First Year ^ 

^Pre-Test ^ ^ Interven t i on /Treatnfen t. 



Second Year 



Pos t- tes t Continuation 



E variation 
Questionnaire 
and ^ 
School Survey 



Training Experimental Interim 
Components Interview 



February- 



Training 



Evaluation Feedback 
Questionnaire 

wi^h^ 
School Survey 

Marchr ' 



Februaj^r 1975 February 1975 March 1975 June 1975 October 1975 February 1976 Aprils ,1976 



FB(S^) - PS^ 



FB(Si) only 



(50)2 
(S0)o 



,S FB(SO) 



12 



FB(SO)3^2 



Partiqipatipg 
Non- 

Participating 

< 

^ ' 

S^ = School Feedback Survey time one ^ 

0, = Evcduation Questionnaire time one ' ' # • 

S* 'and'o, = School Survey time one and evaluation questionnaire time one were administered separately - 

FB(S]^) = Feedback of survey results 

FB(S0)3^ = Teedba-ck of all questionnaire data collected comparing time-one and time-two results , essentially^ 
data "handba'ck" - ' - ' 

'V-^ ' " ^ ' , . ' 

PSj^ = Refers to three two-hour released-time sessions f6n the groups as , part of the ^tart-up; all^ subsequent^ 
groups sessions are ■ considered to be effects of "the intervention tv ' 



SO^ = Combined School Feedback Survey and Evaluation*Ouestionnaire time one 

2 ^ . ^ * • • • - 

T - Triining * ' ' . 



I = Interview 
■ if 
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Instead of being classified as post-'test and pre-test, the School Feedback 

Surveys could also be considered as part, of the ,lnterven1iion. The two 

questionnaires were ^dmipistered at separcit^ times during the pre- test - _ 

' * — • 

stage.- At district request, shortened versions of the two were^ f onibined 

into one instri^nt requiring a- single ^administration for the post- test 

measures. It is only on these repeated measures that 'the effects of the 

intervention can be measiored. 

Training. There were two training , periods, - Jhe -firsX ?^ook place 
roughly at the time of the pre-test^ questionnaire administj?ation. 'The 
secon'cl was heid at the beginning of the second academic year and was aimed 
at complete , training of new. replacement 'personnel and refresher training 
of continuing petsoi^nel. 

Feedback . The first year feedback t/as handled in two ways- In each 
of the participating schools the trained personnel from that schooj. fed 
back the data in the first fctonal meeting of the school group. In almost^ 
^all of ' the non-participatiig schools , an aftir-sqt^ool feedback, session 
for the faculty -was 'conducted Jby a member of the research team. Tn the 

remaining scfliools, the d^a wfere handed tack to the principal. 

\ 

The second yea^, feedback was in all c^ses in th^ form of^'Mata hand- 

bkck." In the participating schools, no formal feedback sessions were 

held as a part' of the research design. Participating schools which did 

i 

feed the data back according to the OD ,design^id so on their own time 
and at their own initiative."/ 

^ Problem-solving process- and structure. • This part .of the intervention 



was communicated at tra^Mng, where the skiXl-^tt^ansfer alsq took place. 
The research "design provided for active implementation of these interven- 
tion conrponents and sUrvey feedback by setting aside three two-hour problem- 



25 , igc^ , 

\ 



23 



solving sessions for tha school grpups in February 'and Mdrch of .the 
first year. Time for tn^^se initial sessions was partially set aside 
by the participating ficii^Lty members. • No 'other formal released time 
vfas set aside ^by the rese^ch design. Any additional problem-solving 
meetings and *uses qf the structural components of the OD program were^ 

at the initiative of the scViool ^personnel . ' ^ , 

, Groups . Ideally, the membership of the experimentally and control 
gfoups should be randomly determined. As we have sfeen^ this was not 
the cabe in this program. ~ The participatii|g schools /self-selected. 

J ^ ' - - V 

' Thus the design is a non-equivaleat control group de^^ and, as siicb, 
' ' <e • ' ^ • ^ . ^ " . 

any results of the* design will be 6pen to alternative interpretations- 

"■**''- { ■ . ! - # ' 

' which would explain any differential: changes in participating schools 

^ ^ , ' U > . 

by the bias in the oi^iginal '§&nple of experiment?al schools. ' 

^ ■ "y ■ • . • ' " ' , 

Nevertheless, the presence of'^he non-equivalent control groiip 
. is'Snucb better than having ho control' group at all. The fact that 
both grxDups are drawn 'from the same district means tha€, tW and large, 
the same externad forces are operating In all schools, flny changes 
* in the states of the school^wljiich are caused by changes in their 
environments — such ^ superintendent tui^iover, schop^ board aptiOns, 
legal decision^ etc; — will mos'^ likely apply , across *th^ board apd 
therefore can poterftially 'Je -separated out statistically. These 
* external effects ^ould. qi^t be' distinguished 'from experimental effects 
in the^ pjarticipating schools were it not for the trend comparisons- 
m^e possible by.,,^he availability* of the ^'controls." 



Pata Analysis . The presence of a non-equivalen;t'^CQQt^l sample 
in a longitudinal f:^ld experiment creates two confounding tendencies 
•which must be taken into account in statistical data analysis. First, 
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there are liable to be natural or externally fl^used changes' taking 
place in all schools over the time "frame of the analysis. Second, it 
is likely that the pat>ticipating and non-participating schools are, 
dv^ to the selection .procedure', systematically different in their 
organizational states. Given these two a priori sources of variation, 

^they .must be statistically 'accounted for and removed-so that the' only 
remaining patterns are those Which change over time and which siiow 

..different patterns of change for the participating and non -participa- 
ting schools. A two-way aiialysis of variance (two-way ANOVA^ does thi 
•when the independent, qualitative vari^les are time (levels equal 
pre-test and post-test rifia-paifticipation status (levels equal part i- 
•Gipating and non-participating). ..The dependent variables are the 
various measux<es' of organization||jL- states which are expf^ined later 

- in this chapter. This 2 x 2 design will identify effects' ostensibly ' 

I due to the presence of the OD progr'^m as' statistical interactions ^ . 

' ^.j • ^ ^ . _ 

■ between time and participation status... An'-exteaded discussion of this 

type of analysis for this type of-.situati^n is made by Nunnally (1976). 

In his treatment 6f this issue, Nunnally P^0^%^ ^he ,case for the- ^ 

above type of analysis-^as the most legitimate^ treatment of the non- ; 

equivalent control group/ .design. ^. 

At^t'he same time, wf recognize the potfntial"bonst?aintajtiiat a . 

pure quasi-expei'imental , design will create on the potential knowledge • 
:to be gained from program evaluation (Glaser |iSl^a^, 1967; Ross;6 
Cronbach, 1976). Some of this additional knowledge care be gained by • 
OK)cess evaluation (Duncan ^etal, 1977;- Mohrm'an etal^ HSweyer, 
statistical analysis of the' data can also be used to gain useful 
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insights. A simple technique which we have utilized i? the prese^ntation 
of Student 't's for the pre- and post-test measured for both the parti- - 
cipating and non-participating samples. Although not a rigorous test 
of program effects, it allows the reader to get a feel for the pattern 
of chairges; which occurred.. ' / • ^ . ' 

'In this, same spirit of increasing the interpretive jasefulness of 
the data by maximizing the changes of discovering pattern tendencies* J 

we report all our significance tests in .this paper at "both the" indivi^ 

/ * ' » . • • 

•dual and school levels of analyses although, strictly speaking, the 

school is the proper unit* of analysis when- ev^luating^' a school level 

intervention/ Pui?ely for the sake of simplic^.ty we have, in theO^ari- 

ous tables, presented only the, means used in individual level analyses. 

In point of fact, these ar^ quite close to the -means used' for organiza- 

tion level analyses. . Iti 'general, most t-testsc-which are significant, 

when -done at the inidiyi(iual level also .achieve significance at the 

organization level* The ANOVA's generally did. not- achieve significance 

at the organization level. 

^Sinc6 high schools an''^ juniar high schools are qualitatively, 

quantitatively, and organizationally very much di^^ferent from^ elemen- 

tclry schools, and. since only one secondary school participated in the 

.program, we 'omitted th^se schools , froWoiiT' analyse&i ip this chapter. 
We ,^6cus solely on elementary schools.' One non-participating eleraen- 

, tary - school was omitted from the analyses because of a very low response 
rate on the questionnaire!^ Thus , eight part i^^ipa ting and eight non- 
part icipatitig schools'" are used ii] the, ^organization level samples. Only- 
"the respondents from each of these 'two sets of eight schools^ were used 
as the dndividucil level .s^ples. ^ ' .^ 



As a final measure to ensure a. relatively .straightforward^ presen- 
tation we have limited the content .of our discussion to individual , 
level results. In almost all cases, the comments are valid for organ- 
izational level results, also, ' - . ' ,^ ' ' 

* ' ' * . * - . 

Measures ^' 

This section briefly presents the measures which were taken through 
the evaluation qtiestionnaire. The final report for the project (Duncan 

et al, 1977) contains complete information, including the items making 

I 

I 

up questionnaire scales and the reliabilities of those scales. , Measures 
are discussed In the order, of the hypotheses to which they apply. 

Structure is measured by four scales. Standardization referfe to 
the extent to which there, are specifically define*d rules 'and procedures 
to te followed (Hall, 1977). Hierarchy of Authority measures the degree 
to which decisions and problems must be referred upward (Hall, 1^77). 
Autonomy and Variety refer, respectively, to the degree of discretion 
and ncm-routine activitie's associated, with school tasks (e.g.. Potter, 

Lawler, and Hackman, ^,1975 ).%1 " ^ • • ^ 

/' * ^ ' ^ , . 6 . 

Group Problem: Solving is measured by se/en scales which correspond' 

to the seven steps problem solving proc.ess ^discussed at length earlier. 

The scales tap the degree, to which the school tends to identify and 

solve problems through collective means. 

Influence ; Teachers were asked to estimate the degree of influence 

.they perceived each of 10 groups or entities to h^ve over school " - 

policies and prbgrams. These were: students, te^cher^, principals, 

central offipe, board bf education, parents, AFT (the local bargaining' 

agent) > state and federal governments, and community a'gencies.. The 
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separate items were not scaled. , ' -> 

Participation in Decision Making ; Fol towing Alutto arid Belisco 

,(1972, 1973) we measured perceiyed participation in school decision's 

by asking teachers, to report^the degree ta vfhich they actually partici- 

pate in 12 common decision , areas in schools, ^hese 12 are^s factored , 

, quite clearly into 2 domains of decisional participation (Mohrman, ^^...^^ 

, Cooke, Mohrman, ^.1978). The " technical domain" consisted of the. follow- 
) . ' * • , / " 

ing areas: selecting texts, resolving student learning problems, deter- 
• : 

-mining instructional methods, establishing instructional policies, and 
establishing disciplinary policies. The " Administrative 'domain" con- 
sisted of: hiring professional personnel^ planning budgets, determining 
professional assignments, resolving grievances, planning facilities, 
'resolving problems with community groups, determining salaries, ^ 

' Resource Al|(o^tion and Goafl Effectiveness : ^ Teachers w^re asked 
to respond to a list of 10 commqn goals or objectives of schools by 
estimating 1) the degree to which each^goal received emphasis and 
resources in their schools .and 2X, the degree to which they^ felt the 
igoal w^ .being accomplished by their school. The fonder ^is an estimate ^ 

^ » ~ . - 

of resource allocjation ' across goals," the latter an estimate" of gdal ^ 
effectiveness. The individual goals were not scaled. 

, ^ • Satisfact ion and Stress : Individual level ij^eactions. to the job are 

• ^* ' . . . • 

measured using Adaptations of common measures in organizational liter- ^ 

^ > ■• , - 

ature. Intrinsic and Contextual Job Satisfaction refer to our inter- 

\. , 
pretations of twp dominant factors resulting from a set of items 

derived from Porter^s needsrsat;isfaction questionnaire, (Porter and 

Lawler, 1968). Role Ambigulty^ l^nd. Role Ovi^load are scales made up 
• « 0 c 



of items from a variety of sources dealing with these commonly used 
contructs (e.g., ^^^^ Hoiase 1977).^ 

In addition to the above measures, the results section will report 
data obtained by other means, chiefly interviews. 



III. RESULTS 



Comparison of Ext)^mental'^ and Control Groups . The fact of self- 
selection into the Ixperimental or control group necessitates an explor^ 
ation of the initial extent of non-equivajency between, the two groups 
and resultant implications for* validity of the evaluation results. 
Self-selection occurred after most faculties had been familiarized with 
the nature of the OD program, 'and before th* questionnaire administra, ^ 
tion. It was expected that the scho^s which opted to participate ■ 
would be those "in which there was a felt need for a program of this . 
type to address problem-areas, in the school, ^n general, the partici- 
pating school teachers perceived a higher degree of hierarchy °of- author- 
ity, less problem solving activity, and a lower amount of goal effec- 
tiveness Jiljlan .teachers in non-part icipatipg schools, ^n addition, 
par^ci^ing schools meaVred lower in, teacher satisfaction and co- 
"hesiveness on the evaluaHon questionnaire scales, and less favorably 
in teacher perceptions of many aspects of their sch'ool on the feedback 

survey. ' ^ , ' " 

The extent to which the measured diffef-ences between the two groups 
reflect actual differences, in organizational state rattier than a' 
'rationalization of th^ decision, to partici/pate in the OD program cannot _ 
fee*4fefim.tely guaged. Interview and' observational data suggest.,howeverV' 
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that, consistent with the data, several the participating schools 

were in reality characterized by a relatively low state of organizational 

* 

health and that ihe ranking of schools on various ^organizational variables 
had been relatively constant during the years prior to the intervention. 
If there indeed had been a historical .pattern of non-equivalency, it 
makes it* less likely that changes in measures ^on the post-test represent 
regression of the participating^ and non-participal^itig groups toward the 
ovet>all sample mean rattier than program effect (Cook and Campbell, 1976 )• 
In this particular quasi-experiment , that threat to validity is also 
reduced by the ability to compare patterns of changes in data with pro- , 
gram effect measured in the pilot test of the same intervention which 
utilized a -field experimental design (Coughlan et^ al^» 1972). Similari- 
ties in results in the two research^rograms provides evidence that true , 
program effect is being reported, 

Tests' of Hypotheses 

Primary Outcomes : Table III.l provides the summative evaluation data 
that was obtained from questionnafres. Primary program effects which 
Should reflect implimentation of the OD program itself were expected to 
be an alteration in the organization structure and an ^^jjas'e^se in the 
group problem-solving and change processes in the. schoo^sT''"^!^ 
indicate that two aspects of structure, Standardization and T?^sk Variety 
increased significantly only in the participating schools, presvunably 
^ref^lecting the highly standardized nature of the intervention and the ^ 
addition ''of group problem solving activities to the pre-existing roles 
of teachers in those schools. Hierarchy of Authority and Autonomy did 
not change significantly in either control or experimental group. 
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TABLE III.l 



ChAngeP over Time on f:va)u;ition Questionnaire ScaleR:-* 
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4 


* 


3.69 


3.80 


4' 




y.ao 


2.88 


4 




2.72 


2.94 ' 


4 












♦ 3.27 


3.33 


4 


« 


3.59 


3.68 


4 


*• 


3^69 


3.75 


4 










• *a 


1.65 


1.48 






3;03 


2.98 


J 


a ~ 


3.49 


3.46^ 





-4.25 
-3.57 



-5.26 

* 

-4.70 



2.01 



4.28 



4.29 



TABLE III.l (continued) 



A«HHnit of--»^entlon and rewurccs 

I. (Kvciop higlily qiMllfted staCf 

f«plr«cnt coMpreheaiiive and iot^rated 
Instructional prograa 

3' To provide positive and supportive 
school cnvlronacnt ^ 

A. To provide oasoing evaluation of 
school pr9tr^ for aodiricf^tloi^ and 
drvrlopvcnt 

5. To rxperlacnC with cihKational 

Innovations ^ 

^- To be rc^ipoRslva to ccmmmltf 

7. To cowntcate to pv^tlc o^JvctlvM 
4nd results of scliool pr«grana ^ 

9. To proMofe W(vca£iooat ^chicvca«at 
of Minority students 

9. To coordinate school activities with 
relevant^ c o nin un lty groups 

10. To leivaen disciplinary problems 

'^Xl^M.-'ji.owJl gf f Mi »ettes a ^ 

Coal effectiveness 

1. Develop highly ^tMllfied staff 

2. I«ple«eiit co«pr«diensiva and integrated 
Instructional prograa 

J. To, provide positive and supportive 
school envlron^Ht 

4. To'peovldc OMolng evaluation of 
rai^ 

develop««'nt 

5. T« exp^iaent with cdn^atlpnal 

f». Tn be r^sponAlvt^ tU'C«>Munity \ 

7. To co«n(mtr;itc to public objectives 
and re^ult^ of school programs 

8. To prn«ntc educational achleveacnt 
of ninrtrlty ^tudcnfft 

9. Tr» c«>ord(nnte school Activities with 
r*»lpvant rowMunlty grtM»p^ 

iO. To le^<;rn dl s<* Ipl inar> prohleav 



Parti cipating^ ' Samples 

X X ^nd 

fte-test P on t-tc«t Cha nge (N''120) 



'orK 
(H-8) 



Individual 
tevel Inter- 
action Effect 
(tine X 

gariljc Ration) 



X X 'ind 

Ilt'JLe/'A L°?tj,lcit Change XHjlOp) 



school progra^ for Modification and' 



3.36 


3.67 




-2.*76*** 




3,61 


3.66 






3.33 


3.73 


♦ 


*** 

-3.»7 


Aft 

-4.22 

\ 


3. 47 






-2.17* 


3.42 


3.75 




-3.17** 


-4 44** 

1 


3.69 


3.81 


♦ 




2.M 


3.31^ 






-6 22*>' 


3.11 


3.37- 


♦ 


-l.M 


3.t)9 








» . M 


3.31 


J. 28 






3.M 






-3.1l"' 


•* 

-4.66 * 


3.43 


3.44 


-f 




2.7J 


3.07 






** 

-5.04 ^ • 


3.18 • 


3.16 


- 




3.27 


3.55 


♦ 


-2.08 


-4.84** 


3.51 


3.72 






2.73 


2.84 


+ 






2.90 


2,89 






3.37 


3,49 








3.42 


3,54 






3.29 


3.^50 






s 


3.56 


3.51 






3.16 


3.37 


+ 


-2.04 




3.3? 


3.42 


+ 




3.28 


3.A7 








3,51 


3.65 






2.76 


3.10 




-3,15" 


*** 

-5.76 


3.04 ■ 


3.05 


+ 




2.96 
2.87 


2.89 
3.20 




•** 

-3.22 


-2.64* k 


3.13 
3.20 


3,07 
j.22 






2:69 


2.99 




-2.99** 


-5.27 ^ « 


3.04 


2.<»8 


* 




2.9a 


3.il 


■f 




s 


3.25 


),32 


+ 




2,ftl 


2.81 








2.86 


2.00 






3,05 


3.09 








'2 98 


?,94 







-J.61 
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Rple^ hcjiavlqr 
Role overload 
Jtolr aablfuity 

frati sfact too 
Intrinsic «i.it Ufact Ion 
Context «m1 ffatlfffaction 
Cohesivcness 



TABLE III.l (continued) 

IndlvlUuftI 
"* Lovel Inlcr- 
artlon Effect 



X 

Pre- tc lit 



ro8t'tc9t Chans e 




4,50 
4.10 
4.5^ 



A. 62 



ind 



2.15. 



-2.f5 

* 

-3.44 



org 



-3.92 



partUljiatlbn) Fro-.test 



3.16 
2.28 



4^ 



4.76 
4.41 
4.85 



SlSnlficant at p <.05. ' " 

**Slfnl£lcapt at p<«01. 
Significant at p<,OOK 
'sSsntf'c^nt InWraclion effect at nrganixat iofial level. 
^Two-tailed t-tcst, between pre-tcst ar^, poat-test groups. . ^ 

^IWo-tailcd t-test, uaing paired groupings. " 

statistic used to deteralne the probability th.it Mamrcd InteracUoM 4icciir by ckanoe. 



3,30 
2.21 

4.66 
4,54 
4,69 



"CK 
(H-8) 
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'Teachers m the participating schpols, but not in the non-partici- 
pating schools, perceived BXi increase" in all seven ^stages of the group" 
problem' solving process. Significant two-way interaction effects (time 
X participatory status) emerged /or folir stages \n the analyses of - 
variance: Evaluation, Solution Generation, Implementation ^ and Routini- 
zation. . * ^ ^ r . * 

♦ Qualitatiyi^ interview^ and observational dkta confirms those primary 
effects. Tabft III. 2 ^provides evidence that the groups wer%,meeting, 
had relatively high attendance and that many of the' groups' utilized 
the standardized communication forms as well as theVtandaf^d change 
paradiga provided by the interventionists. .A|&parently the entire change 
^process was followed in many program groups, ^s.the solutions listed in 
Table III. 3, all_ reached the implementation staged- and many had been 
routmized by the tima the secorid year ended- • v 

Secondary Outcomes : As a result of increased group problem solving and 

structural j^change in -the 'experimental schools, it was* hypdthesizeci that 

' ' 5 

teachers woul4 perceivte an increase 'in the extent of their Participation 
in Decision Making ^and. their Influence on the policies and programs in 
their school. , ' * ' \ ^ • . 

The data provided* weak evid^ce tli^t .there yere '^effects- on the 
amount of perceived Participation in Etecisii^ Making, A very slight 
absolute increase in tbe measures 6f^ Participation^ in both Administra- 
t;ive and Technical decisions in the experimental sample combined with 
decreases in these measures in^the, control group to produce signifidant 
interaction ^ffects ^n the analysis of v^iance. 

^Teachers in the' experimental group pel?ceived ''an increase in both 



Table III. 2 Use^of Program' Components by Participating Schools . 



Components 



Elementary School Program Groups 



First Academic Year 
Data 

Feedback Session 
Groups 

' Program Group 
Number of 

Meetings^ 
Percent ^ of 
Attendance^ 
^ Review Group 
Process Guidance f 
Seven St^ge' Model 
Forms 

Second Academic Year 
Groups ^ 
Program Group 
Number of 
Meeting^ 
, Percent of 
Attendance 
Review Group 
Process Guidance 

Seven Stage Model 
Forms 
Data ^ 

Feedback Session 

Third Academic Year 
Statds 



A 


B 


C- 


B 


E 


F 


G 




\ 












yes 


yes ' 


yes 


yes 


yes 


yes 


yes 


6 


11 


5 


■ ^ 9 


: M' 


6 




75 


100 


90 


75 


50 




95 


yes 


y,es 


M yes 


yes 


yes ' 


-yes 


yes 


yes 




• no • 


yes 


no 


no 


yes 


yes 


y CO 


Y C O 


yes 


no 

t 


no 

» 


yes 


3^ 


.11 


5 


15^ 


13^ 


12 . 


0 


\95 


100 




60 


50 


75 




yes . 


yes 


yes 


^ yes * 


yes 




no 


no 


yes 


no 


yes 


ye^ 


no 


no 


n'o 


yes 


yes • 


yes 


yes 


no , 

> 


no 


no 


yes 


yes 


yes 


no 


no 


yes 




cont . 


cont . 


cont . 


cont . 
« 


cont . 

/ ■ 





yes 



75 
no 

no 
no 



3 Includes three iqitial released time meetings provided bv research funds. Percent refers 
to those participating after the initial 'three released time meetings. ^ Monitor left and was 
not replaced; the program was not .really continued, although the leader was asked to call meet 



ings r^gajrding a particular problem 
voted to drop the program 

ERLC ^ 



^ Attended by principal. 

7 



Change in program group leadership. 



® Grouf^ formally 



3 
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Table III. 3 Problem- Area and Solutions Implemented 

Exchange of Professional and Task-Related Information 

Compiled list of community resources utilized by teachers 
Compiled list of teaching materials available in .the school 
Teacher lunches to provide interaction opportunities 
.Collected information and he'ld meetings to decide on a new math- 
ematics curriculum' 
Met as faculty to give professional- assistance to new teachers 
Comprehensive school carendar to facilitate coordination 

. Meetings to share knowledge concerning innovative materials 

Communication of progress on referrals ' ' ' • ' 

Determine priorities for use of limited special tes'ting services 
Cdmmuni cation forms used to exchange information between teachers 

Utilization of Resource^ Available such as Space, Materials, Time and 
ServiceF ~ [ \ 

Procedures for locating materials so accessible to all teachers 

Procedut^es to use .vparaprofessional x)r 'volunteer assistance to 
'duplicate materials (2 schools) 
• System to utilize li^^rary when part-time librarian not present 

Upgraded, catalogued 'ana encouraged use of resource room — ^ 

Planned utilization of workshop day 

Developed ijork space for teachers (2 schools) 

Altered space utilization in building 

Priority system for use of 'testing services (also under I.) 



Communication between Admin i^t rat ion and' Jacu 



causec 



Met with Central Office Personnel tp 

-Clarify nature of psychological services 

should be availably in the school 
'-Clarify procedures fo; 

special ed programs 
-Point out, problems bei 

(2* schools) 
-Get information cone 

for supplementary tea 
Developed weekly bulletin for 
Appointed agenda committee to 
needed 




hat teachers felt 



identifying andVpJ^cing students in 
by^^spe':ial service shortage 



'ssibili"frles^for and make requests 
g materials 
mmunication from principal to faculty 
uest formal faculty meeting when 



Procedures for Grouping Children jttid Easing Movement between 
Learning Situations 

Procedures for cojranuni eating skij^ls to promote continuity 

in child's ptogram 
System to' allow individualized a^eading ins.truction with movement 

of students between classrooms (3 schools) j 
Guidelines for pliacing students in\ classes from one year "^o next 
Testing in '^asic Iskills to detect ijnd place for remediati<i)n 

\ I • • 

Client-Oriented Curyicxxlar^ Behavioraj(.) or Development Areas Needing 
Stress 



Curricular aiHd Exti;;acurricular focus\oh citizenship 
Interd^part^nental focus on basic skills 
Cutting down truancy and class-cuttim 
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Table III. 3, cont'd J.I' 




\ 


VI. contextual Irritants 

Decorated 'teacher, lounge 

Secured Coke machine . . a - 
Locked schools doors during lunch 
Pass system for visitors 
• Structural change in driveway an^ playground 




VII. Other-School-Environment InterfSSe # 

^ Program to increase parental involveiijient in the school 

• 


i 

• 


r 


• 

f * ' 






* 


V 


t 




V 

1 

\ 


« 


•* 


«^ 


< 
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their ovm influence and that of the , students but no change in the 
influence of the. principal over policy anS programs . Increased student 
influence may reflect the improved ability to tailo^ the educational 
process to the needs, of students, as a result of problem-solving efforts 
by the teaqhers in each school. Changes in the perceived influence of 
government were registered' in both experimental and g^!*¥^1 groups, and 
probably reflect general environmental Occurrences such as a court 
brdered desegregation plan "^rather 't^^v'^he^ OD project. 

Once again^ qualiir^twe data adds substance^ to these statistics . 
The list of solutions that were implemented reveals^ that many of the 
issues* The Program Groups dealt^'^wi^^ coqrdinative 'or integrative^^^JI* 

in nature, ^nd were not, strictly administrative or instructional decisions 
Thus, 'it is understood that items measuring perceived participation in 
^^nornral*'^ administrative and technical decision ar^ast^did^^^^^^ change. 

Structured interviews with iLeaders, monit9rs, and principals vielded 
information which stressed the 'essentiall^^rofessional nature' of thfe 
Program Group activities. Bath 'teachers and principals felt that the" 
major reasons for participation were to 'solv^ problems, increase teacher 
in^gluence, and increase professional interact4.on . Many of the inter- 
vrewees felt that teachers had become more influential in their schools 



as a result of the program. Pri^ipal influence, however, was in general 

♦ 



not perceived to have' ^changed ^ This lends some substantiation to the 
theoretical framework presented in the first chaptei?, which differen- 



tiates between problem apeas requir^png technical .core problem sblving 
and those requiring managerial problem solving.^ It seems that teachers 



as a group can become more active and influenti^ in solving their 



proisletns without detracting from the ^^a^uence that they perceive 'their 
principal to have or that the principal himself perceives. 

In general, the principal's r,ole does tSt seenrto have been weakened 

> ■» - ' 

-by the program. On the contrary, interviews- with district office 
p6rson;iel revealed that the intervention had been beneficial to a couple 
of principals who, prior to the intervention, "had been perceived as weak 
adudnistrators but who appeared to gain influence, as a result. Principals^ 
in. participating' sdhools may^ have become more knowledgeable concerning 
what' is going apAn the school and more active in communicating infermat-icn. 
Incre,ased-.-fwo-way communication between teachers and ^incipals was also 
reported by almost all parties as a major benefit of the program^ 

. Tertiary Outcomes ; The introduction of faculty level problem 
solving^ mechanisms and the consequent increase in perceived teacher 
influence over'programs and policies was, expected to result in an increase 
in the organizational attention and resources applied toward school-iiloals 
■ that'' are valued by the teachers, pita in- Table III.l reveals a significant.;^^^ 
increase in the amQuntJlrof attention and resources allocated to seven of' 
the ten goals presented in the questionnaire, 'compared to one goal area ' 
in nonrparticipative schools. Interaction effects (time x participatory 
, status) were present in the analysis of variance of two, goals involving 
responsiveness to the 'community and commuhication with the public. This, 
provides further evidence of increased environmental adaptation. 

If,^^s_^orized, the O.D. project 'was appropriate to the environment, 
technology, andjsrofessional nWure of tiie school staff, it was expected 
that organizational effectiveness would increase and teacher satisfaction \ . 
and role variables would improve in the participatory schoo'is. 
Organization effectiveness wa5 perceived by teachers to .have increased ^ \ - ' 
"significantly in four goal areas in the participatory schools while it^ 
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changed "very iiftfe in non-participative schools • <Soine objective 
credence can be lent to these effectiveness measures', as structured 

• interview data at time twp genera^dd by district office personnel yielded, 
exteraal judgements of the effectiveness of 'each school which correlated 
strongly with s«lf-ratings by the feachers ii> each school, (r = ,80^ 
17). ' ^ ' . ' ^ ^ 

Finally, teacher job satisfaction 'increased and *ole ambiguity 

C depressed ;in the participative schools, a pattem^not found in the non- 
participative schools>^ Analysis •^f v^a^iance of intrinsic satisfaction 
scores , yielded a significant interaction effect (time x '^^pipatory 
status). Participation in ^ the problem-solving process and the e5q)erience 
of. increased influence over policies and programs seem to have contributed 
to both -the contextual and intrinsic satisfaction of teachers, as well as 
to have reduced the role 'ambiguity associated with, their jobs. 

A further indication of impipoved attitudes of* teachers^ is the 
striking pattera'of increase in fayorability of the various^scAles in the 
feedbaok^survey XTable III. 4). General areas which showed s^gnific^t 

impt>ovement in the experimental schools but' not in the controls included: 

X . ^, . . ' ^ - 

* Colleague Rela^?lons, Supervisory Relations, Administrative Practices', 

^ . ' / / - ^ V 

Teacher P^ormance and Development, Professional Wo^load, and 

Educational- Effectiveness. This pattern of improvement in the school. 
^ s)xtvey follows -very closely the results of^;rtie pilot study. 

''"IV. DiSCUSSION 

The previous section djea^rlbed the results of 'the summative evaluation, 
which, presents "hard" daf^ concerning program effect-, including questionnaire 
'data indicating some perceptual increases in favorability, documentation. X 
-Of problems confronted and solved by ^ the Program Groups,- and final interview 
data ' tapping- the attitudes *of district personnel toward the OD program. 



t 



3 ( 



' TABLE in.U , 

ChMtM.a««t timt en School Survey Scale.: 
$l,«tfle.nt Ch.n,«. fSrfartlcl».tln, .ml Koo-p.rtlctp.tU, to.ple. (t-t.«t») 

SUnlflcnt Int;MCtlon F.ff,et. b.tvccn Ch.'nfiVnd Pr„»ra-.,rnrtlclpaHo„ (two-vny A«0«r .) 
Miviauat and OrgJinlzfltlon Level AnaJytet 



Sc)i«>l cowmltr rtUttonfl 

Co—uwlty InfltMore 
. Cfliimlty Interest 
StudOTta 

' C«ne«rM relntloiM 

''v SfU iBtegl-Jtlon 
*^ ' ' . 

SniMrtflMry r*l«tloti« ^ 

iU«tf«Utratlv/ practices 

rrof^yjitcyjil Ctftui.te 

, PerfurMACtf «nd development 

X l|^«lty vote* m edocttlonal progrM 

. Participation In pzogrum ttttlns 

tceponsUciicss to faculty 

rsgi miet 

i^terlaU nnd ettulp«ent 
Bultiltne ami facMltles 

f rnf rn» lofvi I w<»rk Intfrt 

V<M*prcfe*i»fon.it work lond 

School rterfenMnce , 

Uuc«t|0M.il effectiveness: 

Evaluation of -atudent* 

Cofwltlvo evaluation 

\ StodiHit nlaccwnit " 

* S^CA^t stfrvieva 

5«*rvlcrn for epeclM c;1»!1dren 

S«*rvlc^n for «itiMlcnt nod wtnff 
JsproVv^eitt 



*Sliinl(U.'int al p < .01, 
NUrttf Irnnt nt p <.00l. 



PartlciMtUg Saaplea 

I . X , *lsd ^orj 

Pte>t^at Poat-toat Ctoito j ^Tl^O l SJtSi 



Individual 
Level lotec- 
action Effect 
(ti«e X 



■onrpartlcH patln^ Samples 



participation! Pra-teat Poat-tcy Change 



3.U 
3.52 
3.09 
3.40 



3.34 
1,73 
3.22 
3.M 





.2.«" 


-3.27** 


< 3.31 


.3.46 






-2.27* 


* 

•2.« 


3.44 


' 3.80 










3.37 


3.41 










• 3,5^' 


3.44 





•J* 4J 


3. 45 


♦ 




3.51 








♦ 


3. 10 


3.57 




2.50 


2.84 


- ♦ 


2.89 


3.23 




2.34 


3.C0 




2.36 


3.i4 




2739 


2.83 


♦ 


3.10 


3.29 


V 


2.45 


2.91 


♦ 


2.88 


. 3.11 ' 






3.55 




3.10 


3.45 




2.94 


3.15 




2*. 85 


3.03 


♦ 


3.04 


3.24 




2. do 


2.97 




2.88 


2.97 


♦ 


2.71 


3i03 





-3.90 
* 

-3.48 



**a 



-2.94 

-3/08* 
.^.09* 



73.19 



-7,.49 
* 

-7.n 



*** 



-2.72 
-8.23 
-8. to' 
-4.34* 



*** 

1 

*** 



-2.68 



4.54 



-2.22 



.3,47 -4.63 
*** 

-2.27 



-2.14- 



O.03- 



•2.70 

a 

-J, 15 
.2:47* 

-3.68* 



3.38 
3.54 
3.21 
3.74 
2.74 

3.37 



3.50 
3.45 
3.34 
3.71 
2.88 

3.36 



2.54 


3.02 




2.57 


3.18 . 




2.52 


2.84 




3.31 


3.33 ' • 




2.44 


2.94 




2.94 


2.94 




3.28 


3.24 




3.33 


3.44 




3.01 


3.25 




2.48 


3.00,^ 




3.32 


3.45 ' 




3.00 


3.04 




3.(« 






2.86 


3.10 





Mnd 
-2.05* 



iW>8) 



-4.68 -4.61 



-5.20 
2.83* 



-2.56 



-4.28 
-2.67* 



-2.87- 



cn 

0) 



-2.51 
-2.70* 



-3.76 . 
ft 

-2.38 
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At the conclusion of the two years of formal* interventio^^ffive schools 

. >• , - • 'i' •. ' • , 

inditoated that their .faculties had decided to proceed withVthe program for 

at least mother year. Three schools ''had stopped program activities, one • 
by. formal vote and the others by tacit agreement, *The district office indi- 
Gated a willingness -.to cooperate with Program Group efforts of the .five 
continuing schoals, but there were' no plans for any distric-^level encourage- 
ment of an expansion of the program.- Final interviews with the 'major dis- ■ 
trict 'of fice .personnel yielded a positive assessment of the s nature and 
potential benefits of' the project, but a less positive assessment of the 
results of the project in th^ir own district. Almost all ten district 
office personnel remarked that the preoccupation of administrators with 
superintendent turnover, coijt ordered desegregation, e^' teacher strike, and 
the annefXftion of another school district had detracted from the administra- 
tive .attention and commitment that would have been necessary to enable the 
ptogram to have a widespread effect in the district^ 

Despite this as'sessflment, with which the interventionists reluctantly * 
,mUst agree, the experiences in this distri,ct have confirmed the general 
theoretical development calling for. collective decision processes to sup- 
plement authority decisions in schools. Many of the teachers with. whom we « 
interacted .felt frustrated by efforts to participate in authori|:y decisions 
through the usvial committees, as they felt that the resulting decisions 
often did not address the problems they confronted in their actual day-to-day 
teaching or that their input wa§. ignored. A close look at the ^oblem areas 
dealth with 'by the Program Groups indicates that the decisions an^ solutions' 
produced by these groups did not involve the pplicies and programs which ^re 
generally conceived to be authority decisons , but dealt with how to make these ' 
programs work at_ the_ technical core level . . Such areas as coordination of efforts 
of special and regular ^la^s room teachers, deciding on student placement i passing 
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, information from teacher to teacher concerning a child's progress, and 



exchanging more information about scheduling, materials, 'and resources . 
--In^e school' are all directly related to making the total effort in thq 



school- PQpre effective and better 6oordinate(^|^ major benefit of the OD 

effort that was reported by participants was the Increase in communication 

between teachers. So often it was couched in t6rms like, "finally we are 

talking to each other about our work," that we can not help, but feel that 
# ' A' ' , 

this sort of professional interaction is a need that has 'too long been 
lustra ted in many schools. ^ 

Interview data provide 'some confinfiation that roles did change as a 
result of the* program, at least for the principal, leaders, and monitors; 
The increase in perceived variety in the jobs of teachers in participating 
schodls that waa reported in 'the questionnaire indicates that the roles of 
Other teachers ; in these schools had also expanded. We have much evidence 
that the new structures, the Program Groups, and the Review Committees 
were implemented in five of the eight participating elementary schools and 
were toutinized in three of tho^e scjiools. 

These new structures and roles appear to have been integrated with 
the authority strttctures in most of the schppls. Many problem solutions 
received legitimation and even actifve assistance from building-level and 
district-level administrators; Interview data indicate that in most ^ 
schools this integration i^as^accomplished without Ipss of influence by 
the principal, even though the teachers- as a gf*oup were beginning to 
perceive themselves \as having more influence in their schocfl.s. Furthermore 
it* 'seems to have been accompanied by an increase in^ knowledge and awareness 
of the school situati9n ,and greater communication by both teachers and 
principals.. 
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There were several schools where integration of collective decision- 
^ making structures with theVguttiority structures was accomplished only by 
hard work and sensitivity jon the part of the leaders and monitors. Two^ 
^schocfts were still working \o^aq|fiieve such integration. One other 'school 
had tenninated the- project, at least paf*tly because pf the problem of 
fitting tlie Program Group into the pre-existing mode'" of functioning. This 
points 'to a problem which may have been ^.nsuff iciently addressed in the 
theoretical development and -evaluation of the context of schools, namely, ^ 
the issue of power and* influence in the schools. Our experJfence points 
out that professional problem solving "was not welcomed by many principals 
and that several principals were not even willing to cooperate with such 
efforts. This appears to relate not only to their personal desire for 
power and influence, but also to the accountability and responsibility 
structure in school- districts. More wol?k needs to be done to conceptualize 
how this proferam fits into this structure, how to introduce it into a, 
district in a way which does ^not threaten jprincipals-, how to make more 
explicit the differentiation between the collective and authority structures 
and responsibilities. * ^ ' - • 

In th^ theoretical development, we suggested that the introduction of 

> - 

collective decision structuresr should result in teachers having a greater 
sense of influence andv^xperiencing more satisfaction with their work 
situation. Our questionnaire data indicate that ,over the duration of the 
intet*vention, teachers in participating schools began to participate more 
in operational or teaching decisions and that their satisfdctionT^d ^ 
increase during the course of the intervention to a greater extent than " 
that of teachers in the non-part ipatij; ^ s ch ools .^-..--^ 

Organizational^ flexibility an4 organiz^ional effectiveness were both 
predicted to , increase as a resul't of the implementation of collective 
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decision structures and processes. Although we have no systematic data 
on the former, we do have strong evidence that there was an increase in 
problem-solving activities -in the partiqipating schools. This, coupled 
with the fact that the Program Groups were addressing different problems 
from a new perspective (i.e., the faculty as a group), would indicate 
increased organizationai capacity to deal with its technical core environ- 
ment. We 'have limited evidence that teachers in- participating schools felt 
their , schools were beginning to iJfcrf^ef fectively accomplish some 

-.educational goals. This OD intervention provides the teachers with a 
collective mechanism to adjust to the changing co»tesrt: and constraints 
under which they function and to identify ways to affect that context and 
to better achieve tb.$ educational gpals in their schools. 

One central administrator summed things up, from his point of view, 
when he sai^^' this OD program was capable of solving "little"* problems. 
In schools in general, administrators are increasingly involved with "big" 
prbblems — strikes, desegregation orders, adoption of new programs, closing 
l^^sch^ls hecaiise^^faili^^ enrollment. Each decision made at that level 

. creates lots of^^^^ttle" problems at the schoc^ ^-^vel which require 
adjustment auid further change* The teachers need a way not only ^to affect 
these "big" .decisions, but also to^deal with their own local needs in* 
order to continue to carry on and try to improve the educ^f ix)n in their 
schools. J^,^> 

Thus, we do not view the developrftent of organizational problem- solving 
Cfipacities and the creation of collective decision-making structures "as an 
end in itself But we- do suggest that for some school/districts a serious 
effort to develop the problem-solving capabilities of/ its own employees 
might have more effect on the; quality of education ^ffered and be a, better 

"Tel^eliditure df~^ the' adoption pf yet another new program which 
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may co^t a lot of money and^yet never achieve acceptance. 

The field r^earch reported in thi^i document gives us reason to believe 

that the basic model which^was tested has the potential to increase the 

* • 
efforts of teachers to improve the education in their buildings,^ ^ 

particularly if implemented in a district with strong administrative 

support » Because it involves skills and develops capacities that are 

"content-free" in that they do not address a particular substantive 

problem, the program should be espe'cially beneficial during a time of 



rapid change in school; 
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